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Why we did this review GFC Forest Protection

The Georgia Forestry Commission
(GFC) Forest Protection program wa:

established to prevent and suppress  Action needed to ensure continued
wildfires, recommend best practices

to government officials, and assist ~SUCCESS IN SUPPressing wildfires

landowners with forest potection.

We conducted this audit to determine

whether GFC (1) is adequately What we found

prepared for wildfire seasons of all Historically, the Georgia Forestry Commission (GF Forest
severity levels; (2) has allocated Protection programhas successfully suppressed wildfires before
existing Forest Protection resources they exceed five acres in sit¢towever, there are ri
to areas with the highest need; and (¢ future successesulting fromlack of wildfire experience among
has evaluated the effectivesesf rangersgaps in statewide guidander mitigation andsuppression
wildfire prevention, mitigation, and 5 ctjvities and the need for kiger information to determine the
suppression activities at reducing the e rof resources GFC needs and how best to alldbete.
number and size of wildfires.

GFC has successfully suppressed wildfires

Abou.t GFC o Between fiscal years 2015 and 28f@proximately 82%413,800) of
To achieve its mission, GFC Forest  the nearly 17,000 wildfires within the state were suppressed before
Protection responds to all wildfires,  exceeding five acres whi ¢ h i .SGGF@GHaLkean algecta |

assists private landowners with
mitigation activities (e.gprescribed
burning), provides aerial detection of
wildfires, and conducts community
outreach and education to prevent

achieve this primarily due to its resources (personnel and
equipment)and prevention and mitigation activitiesas well as a
lack of recent severe wildfire seasons.

wildfires. GFC also provides A majority of GFC rangershave not experienced a severe

equipment and training to county and Wildfire season.

municipal rural fire departments, Approximately 58%o0 f GFC6s rangersncehave b
provides fire weather forecasting, ant g o r gi ads | ast sever e Exposuleftod r e se:

oversees burn permits. wildfires increasestherrbehayieerasd unde

GFC Forest Protection is organized how to effectivelysuppresgshem. Opportunities exist to mitigate
into two zones and 10 areas. Within  the risks associated with this lack of wildfire experience, including
the areas, counties are groupedinto f or mal | y t r ac ki n gencegndgceng teaidingwi | df i r

one of 77 countynits, each with exercises,and developing formal succession plans for field
three to seven rangers who respond- management positions

wildfires and conduct prevention and
mitigation actiities.

In fiscal year 2020, GFC Forest
Protection expenditures totaled
approximately $40 million.

Risk could be reduced through more comprehensive planning

GFC central office has generally notdertakencomprehensive
planning that would help ersure more consistency across the
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county-units and assist with resource allocatiomhiscomprehensive planningould help ensure GFC
hascontinued success fighting wildfires amnumber of ways$Specific areasclude:

1 Aviation 8 GFC has not created a platefining what the aviation program is expected to
accomplish or how its resources are to be u8ada result, it is difficult to determine the number
and types of aviati on r.&hsdsuarticelay impatgnubecawsel f or
several aircraft araging,and management must determine whether and how to refilza®.
There is also no formal guidance on when aviation should be utilized to respond to wildfires, and
we identified variation among countynits@use otheseresources. More comprehensive planning
can help ensure GFC has the right types and number of aircraft to detect and suppress wildfires.

9 Staffing @ Opportunities exist to better align GFC personnel distribution with wildfire risk and
suppressio and mitigation work. Current staffing allocation results in significant variation in
workload across countynits. Adjustments to countyunit assignmentsare madeonly as
retirements and régnations occur A longterm staffing plarcould better ensure staffing aligns
with risk and workload, and that any variations are due to valid reasons.

i Establishing priorities and monitoring objectives d While GFC has adopted local plans for
wildfire protection, it is necessary for some aspeftplanningto occur at the state leveDther
states have developed plans thmtoritize projects across the state, assign responsibility to
various parties, anthonitor progress on completing objectives. Furthermore, our review of local
Community Wildfire Protection Plans found gaps when compared to federal guidance. Gaps
include lack of detailedareaspecificinformation on critical infrastructure, unique fuel loads, local
capacity, and needed mitigation projects.

More comprehensive datavould provide better management information fordecision-making.

GFC collects a substantial amount of datad there are opportunities to build upon this to create better
management information. For exampidiile GFC collectslata on total flights anavildfires reportedfor

its auation fleet, other data pointsuch asuch adire class day, suppression utilizatianduse of non

GFC assetto fight wildfires) and increased data integrityould assisin evaluating the need for aviation
assetslikewise, & inventory of ranger experience and gualifications would help central office and eounty
units prioritize who needs additional training or may benefit from increased exposure to wikdfiggly,

GFC could sequantitative risk analysis, such as whine Southern Wildfire Risk Assessment is updated,
to evaluate the effectiveness of mitigation activities and inform future mitigation planning.

What we recommend

We recommend that GFCreate a plato addressher i sk associ at ed wariericdwith anger s
large wildfires. This includes tracking personnel wildfire experience, determining typesatiént
Managemenieans neeed, creatingpolicies for afteraction reviews, andevelopingwildfire training

exercises.

We also recommen@GFC create statewide guidance regarding the use of aviation resostaféisg
allocations, andhitigation and prevention activitie&FCshould alsdrack additional aviation data points
anduse quantitative risk analysis to evaluate mitigation and prevention activities.

SeeAppendix A for a detailed listing of recommendations

Agency ResponseGFC generally agreed with our recommendations. Specific responsésplednertiingline f
changes are included at the end of each relevant finding.
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Purpose of the Audit

This audit examinesoperations of the Georgia Forestry Commission (GFC) with a
focus on the Forest Protectigmogram Theaudit set out to determinehether:

1. GFCisadequately prepared for wildfire seasons of all severity levels;

2. GFChasallocated existing Foreftrotection resources to areas with the
highest needand

3. GFChasevaluaté the effectiveness of wildfire prevention, mitigation, and

suppression activities at reducing the number and size of wildfires

A description of the objectives, scope, and methaolsed in this review is included
in . A draft of the report was provided tthe Georgia Forestry
Commissiorfor its review, and pertinent responses were incorporated into the report.

Background

Georgia Forestry Commission

The Georgia Forestry Commission (GR@3s creatednh 1942 o pr ot e@4 Geor g
million acres oforestand by preventing and suppressing wildfirescommending
best practices to government officialand assishg landowners with forest
protection. G F C éffgcial missionstatementi s 0t o provide | eader s
education in the protection and conservat

GFC Organization

GFC isgovernedby a severmember boarcomposedof citizens appointed by the
governorand confirmed by theenate. The board consists of four members who own

or represent an owner af least0 acres of Georgia forkstd, two members who are

or represent manufacturers of forest prodyeisd one membewxhois not ineither

identified group. Membersservesevenyear termsThe board, witht he gover nor ¢
consent, appoints a director who serves ascthe mmi s executive &ecretary and
administrative officer until removed by the commission.

As shown in Exhibit 1, GFC has six programareas Forest Protection, Forest
Management, Communicationsl.aw Enforcement, Lands Magement, and
ReforestationThisreportfocuseson the ForesProtectionprogram and its functions.
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Exhibit 1
GFC Organizational Chart
Director
Services, Utilization, .
and Marketing Deputy Director
A Communications| ot P_rotectlon Law Enforcemen L Reforestation
Management (Chief) Management
|
[ I _ |- I I | L ]
i dere Fie S e e Air Operations | | Response Centers | Rural Fire Defens l;tgbal_ H: De;:nse Prescribed Burr|[ Prescribed Bur
Officer Officer Chief Manager Program Manage ,\r,'fanr;, s Manager Coordinator
I I :
Areas 15 Areas 610 Pilots (8) R e Fab(n;;ators
FMOs (5) FMOs (5) Supervisors (2)
' '
CountyUnit Chief CountyUnit Chief Temporary Full Time Welder
Rangers (37) Rangers (41) Pilots (25) Staff (4)
I I
Rangers Rangers Aircraft Temporary
(127) (158) Mechanics (2 Staff (28)

Source: GFC organization chart

Forest Protection

The mission of the Forest Protection program isdétect, prevent, and suppress
wildfires. This is accomplished through a variety of activitieghich the Forest
Protection chief stated should be prioritized as folldaseExhibit 2):

1. Fire Control d Respond to, contaimrevent,and suppress wildfire©n high
fire risk days, maintain response preparess. Check fireontrol equipment
and perform any required maintenance.

2. Emergency Management Respons@ As part of the state
management responsassist in thepreparedness andftermath of natural
disasters such as tornados, floods, and hurricanes.

3. Private Lands Serviced Perform services omprivate lands, including
prescribed burn assistance and fire break installations. Services rendered on a
first-come, first serve baslzasd on weather conditionsnd landowner
availability.

4. Public Lands Servicé Performsimilar services on public lands.

5. Support of Other GFC Programs and Other State Entitied Assist GFC
foresters withother forest management and reforestation activitgegpport
other state entities(e.g., Department of Natural ResourcesRerform
community outreach and engagement.

6. Training and Routine Maintenance 8 Complete annual mandatory
trainings. Performroutine (e.g., painting, repairg)n GFC offices and other
structures.
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Exhibit 2
Forest Protectionés First Priority 1is
Fire Control
Emergency Response Management
Private Lands Service
Public Lands Service
Support of Other GFC Programs and Other State Entities
Training and Routine Maintenance
Source: GFC

GFCOs Forest Pr cappeoximately 400 foHtinte gtaffahe mdjosityg
of which work in the field asangersdedicated to fire managemerihere are also
several specialized support uniiach area is described belo

Fire Management

GFC has divided the state into zones, areas, and caunity for field operations, as
shown inExhibit 3 and described below.

i Fire Management Zonesd Fire Managementis split into two Fire
Management Zones, North and South, each consisting of Five
ManagementAreas Each zone ited by a Zond-ire Management Officer
(FMO) who is responsible for all fire control within their zoraad works
with the fire chief and other unit managéeodistribute resources

1 Fire Management Area$) The 10rire Management Areas range in size from
3.2 to 4.8 million acreand have six tdOcounty-units. Area FMOs report
directly to the Zone FMOsIheArea FMOs are responsible tbhe accounting
and budyeting functions for their countunits, allocating resources tiheir
county-units, oversemg the work of chief rangers and their rangeend
attendng regular meetings with localectedofficials

1 Fire Management CountyUnits d Each of the 77 counwnits is overseen
by achief rangerwho reports directly to the Area FMCOlhe chiefrangers
overseapproximately300 rangersdispersed across the state. Rangames
responsiblefor initial wildfire suppression, as well as mitigatioand
prevention activitiesRangeramust obtain a CDL antkarn how to operate
and maintain heavy machinery, in addition to achieving wildland firefighter
certification.

Fi
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Historically, there was a courtynit for each county, but these have merged
overtime to now serve one to five counti€ach countyunit is typically
staffed with three to seven rangen®wever,during periods of low fire risk,
one ranger may cover multiple countgits. Some countyunits have multiple
offices, depending on the geaghy of the countyunit and offices remaining
after countyunit consolidations. Currently there ar@9county-unit offices.

Exhibit 3
Fire Management Offices are Dispersed Throughout the State

GFC Office Locations

Office Type
A County Unit Offices
i Dispatch
) Area Office
¢  Area Office/County Unit

* GFC Macon Headquarters

mm Human Resources

% Nursery
D Fire Management Areas

[ counties

Source: DOAA analysis of GFC data

SpecializedUnits

In addition to field operations, GFC dedicates staf&weral specialized units that
providesupportto Forest Protectionas described below.

9 Aviation & The Aviation Operations uniperformssurveillance flights to
detect wildfires,providesoverwatchsupport to rangers engaged in wildfire
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fighting, andassists withwildfire suppression. Aircraft are primarily used for
Forest Protection but aralsoused by Forest Management and other state
agencies, includinghe GeorgiaEmergencyManagemeniAgency(GEMA)
andthe Department oNaturalResources (DNR])The aviation unit currently
haseightfull-time pilots, as well as 25 temporary pilots

9 Prescribed Burn Managemen®® This program includes prescribed burn
certification, burn permits, and smoke managemdine program manager
conductsprescribed burn certification training three to five times per year.
This certification is required for GFC personnel who will be in charge of a
prescribed burn assistance service for private landowners and is
recommended for private landowners who conduct their own prescribed
burning.

1 Response CentersRispatch) 0 GFC operatesvo response centers: one-24
hour center in Macon ananotherin Tifton thatis opergéional from 7am.to
7 p.m. Both are dispatch centetisat receive wildfire reports and pagthe
nearest countyunit to respond: Dispatchers track all information related to
wildfire incidents from dispatch to arrival to suppressidfersonnel at the
centers also aid the aviatiomnit through live aircraft tracking and
surveillance and assist with prescribed burning perniitsere are currently
seven fulitime staff and 28 temporary stdffrimarily dispatchers)

Partnerships

G F Cleoeest Protectiorprogramworks with a variety of partnefs including other
state agencies, federal entities, local entities, and other Btabeshare resources
during emergency wildfire events.

Federal Agencies

GFC has an MOWvith federal land managemeagenciesincluding the U.S. Forest
Service, National Park Service, and th& Bish and Wildlife Servicewhich allows
GFC to engage in wildfire fighting daderalproperty and request wildfire assistance
from these agencied his includes both personnel and equipment.

State Agencies

GFC Forest Protection works closely with the DNBEMA, andthe Georgia State

Patrol (GSP. GFC assists withprescribed burns, amongher activities, on state

owned land managedby DNR In addition, GSP and DNR provide support when
needed, including aviation resourcgsFC also works with GEMA as part of the
emergency management incident command for emergencies impacting Georgia, such
as hurricanes gmore recently, COVIEL9.

Other States

Georgia is part of the Southedsterstate Forest Fir€€ompact, whichalsoincludes
Alabama, Florida, Kentucky, Mississippi, North Carolina, South Cardlieanessee,
Virginia, and West Virginia The purpose of this compact is to promote effective
prevention and control of forest firdsy develong integrated forest fire plans,
maintaining adequate forest fire fighting servicesid providing mutual aidwhen

1Reports of wildfire activity come through various sources, including 911 and GFC county unit offices.
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fighting forest fires. Georgia may request or provide assistancethé¢ocompact
members. The state requesting assistance mairsfoursethed s ender 6 based ¢
agreedupon rates.

GFC alsoworks with other states fbrest agencies to respond to major wildfires
throughout the countryWhen other statesrequest assistancavailable GFGangers
can volunteerto supplementtheir crews For example, GFC deployed rangers to
California in 2020 to assist with wildfire response during their seversose@hile
out-of-state, GFCr a n g e r sabd ovestimarepiai@ 3/ the requesting state.

Rural Fire Departments

GFC assists rural fire deparents by providing equipment through thieural Fire
Department RFD) program, as well as through the federal excess equipment
program. In turn, rural fire departmentsustmake such equipment available for use
to fight wildfires. Rural fire departments aadten the first on scene of a wildfire and
often extinguish those that aresmall and close to a roadwayhe RFD program
manager also administers the federal Volunteer Fire Assistance?grant.

Financial Information

The Forest Protection prograsomprisesh e maj or ity of e@&@k COs ex
yeaf ranging fronbetween7 26 and 80% between fisgaars 202and202Q In fiscal
year2020,Forest Protectiorexpenditures totale@pproximately$40.3million.

As shown inExhibit 4, Forest Protection programxpenditureshavefluctuatedover

the pastfour fiscal yearsultimately decreasing by 22% since fiscal year. 201 is
primarily due tochanges in statappropriations which make upmostof the Forest
Protection budget(between 62% and 76%). GFC supplementsstate funding by
charging fees for itservicege.g.Jandowner servicgsand applying for federal grasts

It should be noted that Forest Protection program expenditures include expenditures
for GFC law enforcemeppublic relationsand rural fire defense

Exhibit 4
Forest Protection Expenditures by Fund Source, FY 2017-2020
Fund 2017 2018 2019 2020
Source
State $39,690,000 $33,670,000 $37,864,000 $29,617,000
Federal $3,167,000 $7,845,000 $4,692,000 $2,357,000
Other $9,448,000 $12,657,000 $7,642,000 $8,349,000
Total $52,306,000 $54,171,000 $50,198,000 $40,324,000
Source: TeamWorks

2This grant typically provides $250,000 in annual awards, given out as part of a 50% match program for
the rural fire departments.

3 Fedeal grantsfund volunteer fire assistance for rural fire departments, prescribed burning adjacent to
National Forests, emergency disaster assistance, and community fire protection §targs.can also
apply for fire managemeassistance grargrograns through FEMAwhen destruction from a wildfire
constitutes a major disastesuch as the 200kefenokee Swamp fire.
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Findings and Recommendations

Finding -

Historically, GFC has successfully suppressed wildfires in Georgia

Between fiscal years 2015 and 2@RCsuppressed the majority of wildfires before
they surpassdits stated goal of less than five aciidss is primarily due to its staffing
and aviation resources, mitigation and prevention activjiaga lack of reent severe
wildfire seasons.

Due to the amount of privatiorestedlands, GFC seeks to contain and suppress
wildfires as quickly as possibte minimize property damagés shown irExhibit 5,
during a fiveyear period approximately 82%¢13,800)f the nearly 17,00@ildfires
within the state were suppressed before exceeding@r€-established goal of five
acres Approximately90% (15,000)were suppressed before exceeding 10 acres, and
only 0.5%(77)exceeded 100 acres

Exhibit 5

82% of Wildfires are Suppressed Before Exceeding Five Acres, FY 2015-
2019

5 hcres or Leco [ 15,755
5-10 Acres - 1,310

10-25Acres [ 1,023
25-100 Acres [JJ] 528
100-500 Acres | 68
Greater than 500 Acres 9

Source: DOAA analysis of GFC wildfire data

GFC was able to containhése wildfires withlittle assistance from the federal
government or other state&FC can request assistance with wildfires from ths.
Forest Servicand otherstatesbut rarely doeso.GFC haseen able tachieve this
primarily due to its resourgand prevention activitiesas described below.

1 Staffing 8 GFC employsapproximately 360 rangersvhich generally aligns
with staffing in some neighboring states including Florida and North
Carolina® These wildland firefighte who are primarily respusible for
initial attack on wildfiredi arestationed acrosg7county-unitsin 109offices

4 At the time of the analysis, fiscal year 2019 was the last complete fiscal year for which wildfire data
was available.

5While we reviewed the resources in all contiguous states, GFC stated that Florida and North Carolina
were most similar to Georgia with regard to size and forested acres.
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Finding 2:

As a resultnearly all of Georgiags within 45 minutes of a GFC forest
protection office, with a significant portion of the state covered by multiple
county-unit offices.

9 Aviation 8 GFC currently hagnoughdetection aircraft to patrol each of the
10 Forest Protection Areas every ddwg. addition, GFC can provide its
detection/surveillance aircraft whancident commanders requesssistance
during a wildfire. Aviation personnel and rangers have both stated that
aviation resources are typically avalllvhen requested. GF&taff stated
they have rarely needagtiation resources from other Georgia state entities or
other states.

1 Mitigation and prevention 8 GFC engages in a humber of mitigatimd
prevention activities that are consistent with best practices put forth by
federal entities andicademic researcfsee ). Theseinclude
conducting prescribed burngvhich GFC does on more than 100,000 acres of
land annually and plowingand harrowing approximately 27,000 miles
annually, largely on private land to decrease fuel loads and overall risk of
wildfires. GFC personnel and datadicate that GFC has been able to
complete most private landowner mitigation requestich can minimize
the risk of damages causedwijdfire. GFC also conducts public education
campaigns that inform the public of actions they can take to prevent wildfires.

While GFC has been historically effective we identified risksand areas for
improvementthat shouldbe addressed to ensure continued success. These will be
discussed in further detail throughout the repoRisk andimprovement areas
include:

9 Limited evaluation of resourc@sncluding thenumber and type of aircraft
neededsee pag®8) and thedistribution of rangergsee pagé3d);

9 Lack of ranger wildfire experience, which GFC management indicated is their
biggest area of concefsee pagé’); and

1 Gaps in statewide planning and monitoring regarding mitigation and
suppressionactivities and local plars that generally do not consider area
needqsee pagel).

Additional information should be collected to determine whether GFC has
the appropriate number and types of aviation resources

GFCds aviation resources are regularly
however, it is not possible to determine whether it has the appropriate number or type

of aircraft t o Tioeasskess théhextens to whick d@gig aviatiend s .

resources should be replaced, GFC shdéutd define what the aviation program is
expected to accompliskprovide criteria for when to request the support, and track
additional activity data.

u

S
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The aviation fleet includes? detection/surveillance aircfg which enables GFC to
patrol each ofts 10Areas every day if necessary. GFC alsotiassingleengine aerial
tankers (SEATs) andne type Il utility helicopter (used for suppression and
personnel transport)While GFC hasfewerhelicopters, the remainder of tfieet is
similar in size and composition to neighboring southeastern states, including North
Carolina and Florida.

GFC primarily utilizes aviation resources for detection, overwatch, aildfire
suppressionFor example incident commanders can request detection/surveillance
aircraft during wildfire suppressionPilots provide updates on wildfire patterns,
location of ranges, and other information that can increase situational awareness for
the incident commander and rangefsrcraft may alsdly over particular areas to
identify wildfiresthat may not be seen from the ground

As shown inExhibit 6, there were substantial variations detection/surveillance
flights across the state frofiiscalyear 204 to fiscal year 208 This activitydid not
always align with risk leveldesignatedor eachregion® For exampleGFC reported
a large number dlights in Coosa and Satilleegions, whicthavehigherwildfire risk
and more challenging geography. Howettez,Oconeeregiorfi which had the third
highest number of flights is ata low riskfor wildfires, further evidenced by thew
number ofwildfires reported and worked.

The flight activity inExhibit 6 further demonstrates thaivhile GFC currently has

enough aviation resources to patrol each Area of the state every dajodhist
currentyoccur . Additionally, GFCOs %anllgherpol i cy
days seems to indicate every area every day is not necessdhy. GMss |l
designations have not been tracked in the past, it is unlikely that all 10 Areas will need
patrols every day. As such, flight activity will likely decrease even further.

6 GFC is selling six older aircraft andll replace these with three new aircrafthis will reducethe
number of detection aircraftom 17 to 14.

7 Florida has 20 detection/surveillance aircraft and seven helicopters, while North Carolina has 12
detection/surveillance aircraft, five helicopters, and two SEATS. Florida relies soleglicopters for
suppression, while North Carolina, like Georgia, uses a mix of helicopters and SEATS.

8 The districts shown orExhibit 6 are historical districtsBeginning infiscal year 201%GFC switched
from 6 districts to 10areas The limited numbenf yearssince that changmakes that data less useful.

9 Class day describes the potential for wildfires. GFC uses Burning Index (Bl) to determine the class day
for each local area. Class days range from 1 to 5.
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Exhibit 6
Surveillance/Detection Aircraft Usage Varies Across the State, FY 2014
to 2018

Coosa

Flights 360
Wildfires reported 64
Wildfires worked 94

Oconee

Flights 304
Wildfires reported 48
Wildfires worked 49

Chattahoochee

Flights 150
Wildfires reported 44

Wildfires worked 40
Ogeechee

Flights 228
& Wildfires reported 57
+5  Wildfires worked 76

Flint

Flights 282
Wildfires reported 106
Wildfires worked 113

Satilla -

; ¥ s

Satilla

Flights 317
Wildfires reported 67
: Wildfires worked 102
SouthWRAP Burn Probability
I

1 2 3 4 5 6 7 8 9 10
(Lowest Probability) (Highest Probability)

Source: DOAA analysis of GFC aviation data

Additionally, GFC has rarely useils wildfire suppression aircraft in recent years.
Since fiscal year 2013, GFC used the Bell helicopter approximately 40 times to work
wildfires, howeverGFC did not begin tracking suppression ddtathe aviation
information systenuntil 2018. GFC acquired its two SEATSs in fiscal year 2018 but it

is unclear how frequently they have been utilized. As of December 2020, the SEATs
have been used to work 31 wildfirdeowever, the data shows GF@ly dropped

water duringeight of thoseflights. Whil e this may be due téow wildfire seasons,
aviation personnel also expressed conctrat rangersdo not request aviation
supportdue to the cost?

While activity datac an provi de some i nsighiisnont o GFC
possibleto assess wheth&FC haghe appropriate number (too much or too little)

or type. This is due to the following limitationsyany of which could be addressed

with a more robust strategic plan for the aviation program

1 GFC has not formally definedthat the aviation program is expected to
accomplishor how its resources are to be usethe federal Interagency
Aviation ManagementPlans describe aviation nee@hnd how aviation
resources will be coordinated in response to area fire conesragll asvho

101t should be noted that GFC must mdéght training hour requirements on these aircrafhéfFe may
be opportunities to meetheserequirements through increased use on wildfires instead of training
missions
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is responsible for evaluating aircraft effectiveness including cost and
utilization. Without a plan, it is unclearwhat GFC expects aviation to
achieveoveral] what GFC plans to achieve with agency resourceghen
GFC expects to use other State of Gémraviation resourcefsee below)
Formally definingthesewould help assesgpotential capability gaps and
prioritiz emissions.

1 GFChas notestablished formal guidance fibs rangersregardingwhen to
request aviation resources and what resources tzeatiGuidance is limited
to an email on aviation use sent to field personnel in F&@estsleft up to
r a n gdiscregi@n can varybased onran i ndi vidual 6s asses
resulting in potential overor underutilization of resourcesAs previously
mentioned GFCpersonnekxpressed concern that some rangers may not call
for aerial wildfire suppression suppdsecause they believe it is too expensive.

9 GFC does not trackeveraldata points thatwould help determine the need
and demand for aviation resources. This includes the fire claS$aiagach
aviation Area which would help determine the need for
surveillance/detection aircraff.here is also a lack ofarity of what working
a wildfire means in the summarized management view of aviation ata.
example, it could refer to providing overwatch of an active wildfire or actively
suppresig a wildfire with aerial water dropsAdditionally, activity related
to GF C @ew suppression aircraftrould help assessow and why they are
used,their impact, and whether the number and type are sufficidror
example, tracking qualitative data on the impact of aerial suppredgios pf
terrainin the area wherdropsoccur, and fire intensitievelswould be useful
in determining when and where to deploy aerial suppression, and whether to
utilize the helicopter, SEATS, or both.

9 Aviation data collection could be improve@FC lacks a purposbuilt
aviation data managment system, which creates challenges with how data is
collected and analyzed? The internal data system GFC created to track
flights allows needed data fields (such as Areas flown or departure/arrival
airport information) to be left blank or entries the wrong data fieldsNe
also identified inconsistencies in the daténcluding flights deployed to
suppress awildfire with no correspondingwater drops recorded.
Enhancements to the existing system such as input controls could reduce data
entry errors ad ensure data are captured in a manner that can inform
management decisioriBhe Georgia Department BaturalResources (DNR)
utilizes aviationspecificdatamanagement systesywhich it estimates costs
approximately $10,000 to $15,000 pear'?

9 There is limited information on howften GFC uses other aviation resources
on wildfires.GFC canutilize GeorgiaSate Patrol, DNR and National Guard

1 Fire class days come from the National Fire Danger Rating System, which is tiseallpdo predict

the likelihood and severity of fire occurrence in specific geographic areas. The class days range from one
to five.

12A purposebuilt aviation data system specifically tracks aviation flight and maintenance data such as
aircraft recordsflight logs, inspection logs and schedules, and aircraft status.

B3 This includes the CAMP System which is also utilized by the U.S. Forest Service for maintenance
tracking, and Digital Airware which is also used by a number of public safety agencies.
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helicopters on wildfiresas well as federal resources, the aviation data
systemdoes not collect iformationon howor whenthese are utilizede.g.,
location, date, purposef flight, reason for need)nderstanding the viability
of other state resourcisparticularly how they could and should be utilized
during a severe wildfire seagoris essential tassessing the sufficiency of
GFCO6s own aviation resources.

In fiscal year 201FC spentan estimated$3 millionon aviation operations'Given

this cost,it is critical to understand aviation needs, capabilities, and potentialfgaps
particularly as GF®egirsto replacdts agingfleet GFC is in the process of replacing

six old aircraftwith three newer modelsand t¢her agingaircraft will need to be
retired inthe coming yearst could be thatGFC needs to maintain the existing fleet
size or there could be opportunities to achieve cost savings through fleet size
reduction.

RECOMMENDATION S

1. GFC should formallydefine what the aviation program is expected to
aacomplish

2. GFC should creatéormal guidanceregarding when incident commanders
should requesaerial suppression support.

3. GFC should trackdata that would allowmanagemento assesgactivity and
need for aviation resources. This may incltide fire class daand key
gualitative data on aerial wildfire suppression.

4. GFC should track use oéxternal aviation assets in fighting wildfires,
including frequency and the response time froguest to arrival on scene.

5. GFC should increase aviation data integrity. Consideration should be given to
utilizing an aviationspecific system.

6. GFC should determine the number and type of assets necessary to meet its
aviation needs.

AgencyResponse:

Recommendation IGFC noted that expectafitims aviation progreerdiscusséth the

Air Operatioi@hiefthough they are not currently being docunteoiieg anthBrocedure
Manual and Flight Operations MaR@aireed tormaligits pocedure despiterecethat

it wouldcheed to constantly teeigpiidartz@sed on changing conditions (e.g., budget cuts).

Recommendation ZWhileGFChas providetisguidance ¢ounty unit personnelmile
and as part of i tés 6 tf onrontaeld ftihraet roeaadddiinteisosl

14This included the compensation for aviation staff, obtained from Open Georgia with the fringe benefit
calculation included, and all expenditures associated aviation operates based on the department codes in
Georgiads TeamWor ks Financials accounting system
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provided by ajreed thhisanfo@nhtiosuld BeFmOre forimallp documented in
guidance matetialensuiteis accessibleltowatent and future GFC personnel

Recommendation SGFQndicated thatirrently tracks various aviation activity data on its
intraneaind in wildfire repdttsveveGFCagreed withie needdiarify existing data points

(e.g., wildfires worlemdexpand data collection efforts to include fields such as fire class day
enhance management euaisiiag.

Recommendation 4According to GHUs is already bamckedni t s i nheranet 00
occasions in which externaressséHowever, GFC noted that the information will need to be
updated to reflect external entitiesd cur

Recommendation 5In addition to aviation activity data currently tracked on its intranet, GFC
noted that it 0Oal so dwseres]anSpitiestTaraick sa
HoweveGFC greethat improvements in these systems are necessatgdatynmgrdve in
accessibility of the data contained. GFC also expressed its interest in exploring software uti
other state entities.

Recommendation 6GFC confirmed its plans to o0mode
aircraftoé iatndowinldli caearetdi ntheatt o deter mi ne
next 12 mont hs. o6

Finding 3:  Opportunities exist to better distribute wildland firefighting personnel with
wildfire risk and workload.

GFCo6s di st r i thastheéeased orfa statawidg espanse time goal and

historic staffing patterns for its 77 countnits. While wildfire risk and workload

play some role in GFCds staffing allocati
that occurs in conjunction with staffepartures. As a result, ranger workload across
county-units varies significantly.

In fiscal yeaR02]1 GFC allocatedpproximately360 rangeréincluding chiefranger$
acrossits 77 countyunits. County-unit staffing ranges from three to seveangers
with most emploing either four or five rangersThe minimum staffing goal for
county-units is three rangers due to-@all duties

We used wildfire risk and workload to assess the extent to which wildland
firefighting personnel were allocated@mppriately across the state. It should be noted

that dlocating wildland firefighting personneas complex and there are a number

factors thatcould impact distribution. For our analysisve focused on wildland fire

risk and GF®@ suppression and mitigain workload by countyunit. Suppression and

mitigation workload hours GF C& s h i g hso$ respopgibilitginciudey ar e a
wildfire suppression, prescribed burning assistance, mastication, and plowing and
harrowingactivities.
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Based on the most receassessment of burn probability and current staffing
assignments staffing across Georgia does not directly correspond to wildfire fisk.
As shown inExhibit 7, countyunits with higher wildfire risk may have the same
number orfewerpersonnel than countynits with lower wildfire risk. For example,
Areas 1 and 10 are generally seen agikigareas in the state, while A& 3 ad 4 are
among the lowest risk. However, large pons of Area havefour or five ranger
fewer than some countynits in Areas 3 and 4.

Exhibit 7
Personnel Staffing Could Better Align With Wildfire Risk and
Suppression and Mitigation Workload?*®

Source: DOAA analysis of GFC personnel, workload, and SouthWRAP data

As shown inExhibits 7 and 8, the current staffing allocation model results in
significant differences in suppression and mitigation workfdachong countyunits

15For wildfire risk we utilized the burn probability map fro®outhern Wildfire Risk Assessment Portal
(SouthWRAP)

16The personnel staffing data is from fiscal year 2021, the SouthWragprobability map is from fiscal
year 2015, and the suppression and mitigation workload hours cover the periods of fiscal years 2014
through 2019.

1”We analyzed GFC total workload datapecificallyhours spent in each countynit on wildfire
suppresfon and mitigation work, fronfiscal year20142020 to evaluate the allocation of personnel
across the state. We focused on suppression and mitigation work hours because GFC stated fire control
is the most important mission, followed by mitigation.






















































